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FROPOSAL FOR THE 
RAPID TRANSMITTAL OF INFORMATION REPORTS AND CUSTOMER REACTIONS 


The Problem 

The problem faced by the Agency Planning Group in the routine in- 
telligence field comes under three headings: 

a. Speed of processing, taking advantage of new technology; 

6. Quality of reporting, dismissing aubmarginal information -- and. 
sources -- at the earliest possible stage; 

Co Tallor-msde dissemination to keep analysts from being flooded 
with materials not pertinent to their work. 

These facets are interrelated. Processing deleya in getting reports 
to customers breed additional delays in getting reactions and evaluations 
to the collectors. The half-life of information is short; loss of interest 
in it due to time lag produces lack of interest in improving the source's 
production. 

If we ave able significantly to cut the number of processing atevs 
ani their agzregete time, users will better recognize their own interest 
in furnishing feedback to the collector. Collectors will appreciate this 
timely interest in their operations; and case officers and sources alike 
will be encouraged by the speed with which their material was bandled, and 
the interest. Washington has taken in it. 

Speed and quality are particularly closely interwoven in the field 
of marginal or submarginal reporting. If users can let the collector 


know quickly that certain materials are valueless, operations can be 
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effectively re-directed or stopped, freeing field manpower for more con~- 
atructive enterprises. If the diacovery of lack of velue ia delayed, or 
not commniceted, operations go on indefinitely, producing nothing, and 
the Agency's best asset, ita proesaianel. manpower, reunins tied up in 
them. | . 

In late 1958 the DCI appointed a planning group, representing ali 
elements of the Ageacy concerned, to recomend a cammnications end re- 
porting system for CIA which would result in a ageedier and more efficient 
flow of reports to the using oe da The proposal below has been de-~ 
veloped by members of talgepisiaaine group. It is designed te cover 4 
fairly limited number of cra (as in the early etenes of ite opera- 
tions. It 1s also désigned, however, to be expanded to cover a larger 
percentage of CYA ewaeees and possibly even the reports of other intelli- 
gence agencies if operating experience proves that thee steps may be 


desirable. 
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The Need for 9 Hore Expeditious System of Reporting 

48 a result of recommendations made by the President's Board of 
Consultants on Foreign Intelligence Activities (the Bull Comittee), the 
President has directed the intelligence community to establish a system 
for the reporting of critical intelligence within speeds approaching ten 
minutes. ‘fhe ee syatem has been designed to meat this apecific 
tak. In devising thelsysten, however ; the Critical Comunica- 
tions Committee sdvanced, and the USIB approved, the view that for any 
system of reporting of eritieal intelligence to achieve mexinum efficiency, 
it was easential that there be an increased flow of wore timely backsround 
data against which to asseaa items of critical intelligence. 

In view of the emerging capabllity of the Soviet Union in the field 
of guided missiles and the general speed-up in the field of weanone and 
communications, the DD/T has set as & goal the establishment of s report- 
ing syatem in the intelligence commnity which will get substantially all 
intelligence information to the analyst within twenty-four hours after 
the preparation of the report in the field. Goamainionttans and other 
mechanical techniques are aufficiently advanced to make this a feasible 
goal. 

Before develoging a aystem that can include the reporting of the 
entire intelligence conmunity, it is necessary that CIA develop a system 
for ita own reperting that vill move toward the achievement of the 
twenty-four hour goal. The experience gained end the techniques devised 


in the development of this internal system might well provide the basis 
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for a rapid system encoxpaseing the remaiocer of the intelligence 
conmanity . 

4% the present time informasion is received vy intelligence analyate 
‘over an extended period of time ater the event being reported. Sone 
information is received in a matter of bourse or dave from the FETS and 
the cabled seportea of other reporting ageacies, incluwiing the Clandestine 
Sexvices of CIA. The bulk of the information, however, is received in 
dispatch or report form over several weeke or months following. For 
exenple, Clandestine Services pouched reports, according to a recent 
twe-dey sample, reach the analyate"’ deeks on an avecide. or Sk daya after 
their acquisition in the field. A schematic chart of the present aud 


the geslred patterns of the recetpt of reports by avalyete follows. 


oy 


ko 
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| 
in the mmber of TDs disseminated. This volume of reporting -- even 


supposing it to be wholly desizable -« Imposes grave etppeses on 


! | t 
available facilities, personnel and procedures. It appears to have “pe 

! 0-2’ hee! iz 
outgrown the Agency's ability to nobate ant—use it effectively. Evi- a | 


dence of this is to be seen in delays between the receipt of informa- 
tion reports at Headquarters and their delivery to customers such as 
those reported above. 

CS reports laterally disseminated in the field some titaes reach 
other agencies and departments ans Washington through their channels 
appreciably sconer than through CIA. In sane instances, : other agencies 
and departments have disseminated information taken fvom CIA reports 
in their own publications before the Agency received its om copies. 
Customers complain that they receive too many reports they oe 
need, and thet they fail to recesre information they do need. The 


limitations of collection mechanisus agide, collecting components re- | 


tort that customers fail to make their needs know throvgh clearly 

| 
phrased, up-to-date requirenents end substantive evaluetion of reports 
A lack of commmication between the two elements is evident. 


oe 
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The Guidance Factor 

Adequate guidance would do inch to improve CS g reporting jin all — 
these respects. It would inform the field -=- promptly and frequently 
-- wheat the community wants, ant thereby eneble the collector to 
concentrate on acquiring thet information, In doing this, it would 
reduce the volume of reporting a and this smaller volume of better 
material, could be handled more speedily. There is a school of thougnt 
which argues that formal Roguiranents alone dictate whet information 
is to be procured. This is tre to an extent: anyone procuring 


information which falls within the scope of a specific Foutrewent 


will. send it in. But this does not in practice Limit the procurement 
of information which is not reaponsive to needs, or vhi. ch is only 
barely 60. | | 

The humen reasons ore eimple: at one end is the mney writer of 
requirements. He writes Loosely in order to obtain all information 
which may bear on his subject. At the other end is the field cage 
officer. He will find same bearing on sone requirement in almost 
anything. The “Initdal Reactions" proposed in the present paper are 
intended to supplement reguirenents and substantive evaluations with 


a new formof rapid, frequent, critical appreciation of production, 


‘and thue aid in establishing ecammications between custamer analysts 


and producers of information. — 
The DD/P hes set as a goad. the weeding out, at CS field stations, 

of volume reporting below the Jevel of significance to the intelli- 

gence commnity, through the juaietous application of these and other 
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Synopsis of the Proposal 
The cycle of the preposed system consiste of the following elements: 


a. Reports are typed at the field station in TD format on a Flexo- 
weiter with a tape by -product. 7 | 

b. After mechznical encrypting, tape ia forwarded to Headquarters 
by unaccompanied pouch or, as XW-26 equipment batdnes available, by 
electrical meenz. | 


ec. After mechanical decrypting at the Headquarters Signal Center, 


clear tex’ tape is furnished the Cable Secretariat. 
@. On a twin of the input Flexovriter, the clear text tape is auto- 
sarieatiy typed in TD format, and carbons furnished to the action desk. 
e. An OCR document analyst assigned to the Cable Secretariat places 
appropriate ISC ccdes on the mat , together with an indication of the dis- 
semination normally accomplished by OCR. Simulteneously, the action desk 
reviews ite copies, adding eppropriate release and dissemination instruc- 


tions and making minor corrections. A completed copy is returned to the 


gf. The fully ISC aoaed; released, corrected, and CS-numbered TD is 
then run off for external and internal dlatribution by messenger or elec- 
trical transmission. | 

g- Initial Reaction Snects (see Attachment A) ave filled in by 
analysts with substantive interests, and returned within three vorking 


days to ocr. 25X1A 


he The ©: °<222- inecuing Initial Reaction 


anaes co punched cards. Lists of Requirements are processed in the same 
| 
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manner. Reproduced decks of these cerds go to the rs RID, 25X1A 


pp/P. 

i. OCR furnishes DD/T internal dissemination and document processing» 
offices with appropriately organized tabulations of analysis’ reactions to 
disseminations they have received (Question 1), and liste of ISC coding 
proposed by anelysts which was ‘not foreseen in the initial coding process 
(Question 8). | | ) | 
/25X1A 
j- Meantime, the in the CS hae punched cards of other 


information, such as report numbers ; projecta, sources, originating ste-. 
tions, appraisal, subject, etc, Upon receipt of the es made from Initial 
Reaction Sheets, it procesazes on for tranavisnion of specifically perti- 
nent tabulations by pouch or teletape to the field, with copies to the 
desks and Staffa concerned. . | ! 
| A pllot model of this syeten can be promptly esta plished with the 


ee 22820 co experience vith this motel, 


the whole system can then be adapted for use elpewhere. and particular 


features spread out to cover os reporting across the voard. The issue of 
whether and how to epply the systen to customers in other Agencies can 
then be worked on plecemeel. | 

There is no mechanical reason why the full cycle of reporting to the 
customr, ani return of initial customer reactions to the field, need take 
longer than ten working days, if unaccompanied pouch ig used, and leas if 


tape is transmitted by electrical means. 
| 
| 
| 
| 
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Processing by the Field Reports office 

The format of the report to be used by the field station is a com 
promise between the cable and the present dispatched Information Repart. 
The intention is to provide a means by which the first typing of the 


report remains the only one in the whole process, unless extensive re- 


writing, and thus retyping, pecames necessary. To achieve this, the 


field will. use the format or the Headquarters T.D. ab_ initio for this 
| 


| 
i 
‘ 


| method of reports processing. | i: 

| Ae a distinction in format, between a Teletapel T.D. as a cabled 
T.D., the original typed in the field will be covered by the Operations. 
and Source Cover Sheet which is normally attached ta pouthed Information 
Reports. Use of these forms wil assure & complete separation of dis- 
seminable information from 311 oter: 

Typing takes plac? on & Flexowriter according to ea pas forant 
enbcdied in a Manuel. The format should satisfy locel dissemination 
needs as well es those of Hestquarters. Te station is free to take 
advantage of the various mechenical features of the Flexowriter which 
permit automatic typing of etendaré information, end initisl typing in 

‘draft followed by automatic final typing. Skilled operators will soon 
obtain optim results. : . 

In any event, the final typing of the Operational and Source Cover | 
Sheet, and the T.D., is made with the tape punch on. Tha finished tape 
is then ‘eiven to the station's Signal Center for conversion to an en- 


erypted tape. | - 
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Process. by Field Si Center 

The Office of Communications has elaborated the necessary proce- 
dures to be used in field and Headquarters Signal Centers for the 
Teletape encrypting and decrypting process. The essence of these pro~- 
cedures is to prevent confusion between elear text and encrypted tepes 
prior to diapatch. | 

After encrypting, the original clear text tape is destroyed and 
the encrypted, secure tape dispatched by fastest available means. Tele- 


| 
tape experiences to date indicates thet this will be the unaccompanied 


State Depertment pouch which ewes by air mail an@ is privileged: | 
Agreements with the sir lines prevent it from being "bumped." Nor is 
it held up in customs upon arrival. a 
Arrangements have beea male with the Department of State to move 
Teletepe packages by next airplane ; rather than waiting for a larger 
shipment. It has been found pose {ble by these meons to janie 6 Teletape 
dispatch from the originator's typewriter to the Headquarters desk con- 
cerned in one working day (tating advantage of the eant-to-west time 


differential), although the rorm is tvo to three days. (For details on 


Teletape see Background Paper #5.) . 
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Confirmation y 


In the subsequent proceseing of the tape, the registrics both in 


the field and at Headquarters are bypassed. Ia order to satiety the 
records neede of both, we move the erlginel typed copy of the Teletape 
dispatch by pouch, and treat it in the same manner as any other dis- 
patch for records purposes. thie confirmation ecpy would also de used 
te back us up in any situation in whieh tape is lost {no such event has 
ovcurred to date). Resdlees to Gay, carbon coples of the original 
typing are used in the field for the station's fille and denimentation 
purposes. It appears adviesble te wee the sere methed in the Teletape 


reporting process. 


-RDP92B01 0900026001 20028-7 
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Processing Upon Arrival at Besdquarters 


- Adaquate meesenger ocatseucnites exiet for the merrentont of Telataye, 
upon arrival in an unsccompented pouch at the Department of State, to 
“RID. The tepe is merely logge’ as a unit and moved by hand to the 
Signel Center in L Building without delay. Thexe mschanical processing 


produces § a clear text tape. a the Teletape process as ; We have tested 
it so far , thie clear text cape in delivered to the Division for further 
handling. For the reporting poryors, however , we propose that it go 


Airectly by dunb-vaiter woetaire 20 the Cable Secretariat. 
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Processing by Cable Secretariat 
| The firet item to appear on @ reports tape will be the non- 
disseminabie Operational and Source Cover Sheet. The typist in the 
Cable Secretariat will place one of these shests, vith the number of 
earbons required by the Division, ‘an her Flexowriter and automatically 
type this portion of the materiel. The mecline stops at the end of 
the pege. The typist then pute a T.D. mat, with three or four carbons, 
into the machine and resumes automatic typing of the Ai seeminable por- 
tion of the report. 

The Cable Secretariat reteins the T.D. mat for treatment as 
deseribed below. The Operational and Source Cover Sheet and carbons, 
and the carbons of the T.D., are furnished by masnenger to the 


| Division reports office which has action on the report. 


| eles | | 
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Processing by the C8 Area Division 

Inceming reports are screened by the reports officer concerned to 
seperate immediately releasable material fran that which requires re~ 
writing. C 

Normally, immediately releasable gaterial wlll be handied first. 
It will be given a CS report muniber and the distribution assigned. The 
copy used in this review will then be released by the Division reports 
officer and forwarded to the Ceble Secreteriat with an indication of | 
the number of coples required in the Division for the purpose of internal 
CS distribution. Minor corregtions » if Indicated by the Division, can 
be made either on the finished Z.D. mat, or by eutonmtie retyping fron 
the originel tape in the cable Secretariat. 

Meterial which mist ve reprocessed prior to éiesentnation will be 
retyped. In the Division on « nes T.D. ust. Tals is then furnished to 
the Cable Secretariat for disseninetion. this will cause the destruc- 
tien of the original mat by the Cable Sccreteriet. At reasonable 
intervals, a menbar of the Requirencnts Staff reviews unreleased T.Ds 
at the Cable Secretariat end inquires inte the causes “ uniue delays. 


was ~« 
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Simi taneous Coding 


While this: seview process takes place in the Division, au CCR 
document anslyst, stationed at the Cable Secretariat, has assigned 
pertinent Isc mmbere (probably fran the new, revised version of the 
Code) to the report, and noted them on the PD mat. Te has also indi- 
cated the dissemination the report’ should receive beyond that essigned 
by the CS. ALL run-off copies will thus bear the code pumbers ani 
Gisseninetion, ani nO processing tine was lest by injecting these 
essential steps ut this stage. 

As soon a7 the release copy of the 70 is received from the Divi- 
sion, the Cah)e Secretariat types the CS number ca the met, as well 
as anendmen’:s to the standard CS distribution ladder. Minor correc- 
tions in the text ean also be taken care of at this stage. The TD is 
then rum off in the requlaite muuber of copies far internal, and exter- 
nal, CS iisseminetion. Courier distrloution takes place eLong with the 
now customery Aiatyliubion or cabled "Ds. , 

It ie possible at this stage to take advantage of the available 
clea: text tepa which waa used in the eutonatic typing of the TD te 
relay the report electrically to custesars. The chances axe however, 


thal wrbd. RW-37 equipmont hecoues available thig type of processing 


| will, be limited to offices wrich have the essential equigment DOW 


functioning, 1.e. essentially OCT. We concider 1% desirable to make 
electrical, dignemiaution to OCE in onjer % > eequire the necessary 


-~ 16 - 
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: | 
operating expsrience against the day when it may be necessary or de- 
sirable to make extensive electrical dissemination to a wide range of 


customers. 


For details on KW-37 and ite potential, see Packground Paper No. 8. 


S-E-C-R- Bo? 
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The Initial Reaction Sheet 

Walle the form is self-explanatory, several points should be made 
in swgort of it. 

ivevy Gepertment of the Agency kas experienced a steady increage 
fa business, volume of paper, ‘operational activity, as nial of reports ? 
numbey of cable groups tranomi tet, etc., every year. There appears. to 
be # steady annual growth of betvesn 10 and 15%. It is the result of 
15 years of preparatory work now giving us, in volume if not in quality, 
.nereasing ly the product we have sought. On the other hand, we have 


i 


reached owi' peak in manpower. | 

Sooner or later this conf onflict will céase to be merely ennoying. 
Bost of Us plead that we are 80 overloaded that we ceanot take on 
another piece of paper or er form. Individual components strive 
valiently to improve the cerecttvenes of their use eo? 7 ile by 
regulating theuselves a little better in one respect ox another, but 
the paper Ylocd does not diminish. 

The fnet is that all elenents in the reporting business >» fron 
procurement through analysis, are parts of a Single waele. ce the 
most serious problems facing each of the components ave viewed, not as 
their exclusive, individual cones but as aspects of a single large 
problen, thea | new golutions offer themselves vhich may tend to be 


25X1A Simpler and more effective. 


25X1A 


Let us heave the courage to face the analyst -~ to beats with 
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within the Agency -- with another form. fae payoff will be worth it. 


S-B-C-R-£-T 


Three aspects of the reporting prob). em are combined in it: those of 
appropriately limited aissenination ’ of adequate ISG coding for later 
retrieval, and of & quick expression of interest to assist the collector. 
Qnly those analysts showld be asked to use the form whose "feedback" 
will be worth exploiting, i.e. the specialists concerned with the suh- 
ject matter reported; those reaponsible for writing collection require- 
ments; those vbose work will. suffer if information is aot adequately. 


retrievable for lack of coding. It stends to reason that thelr coopera-~ 


tion will be quickly rewarded by receipt of fever veports which are of 


no interest to them; by retrieval of filed materials they need in research; 


| | 
by more direct and effective contact with the collectors ; triggered by 


their respouses cn the IRB. 


The analyst hes more important business than to ruin in forms; 


hence the form must be simple, and eesy to use and mall. 


We might — 


provide participating analyets with bien forms, ext orecetdrassed 


envelopes coataining identifying pre-puncheé cards, to make processing 
| 


easy at all stages. 


Punched-card processing of filled-in IRS forms ahould be ueed for 


all reporting derived from iz. This will cllow va to use the Zou in 


| F | 
@ single copy never requiring manuel. sorting ané disteibuticn. All 


derived preducts take the form of telloremule mechine t tabulations. 


The form es it SpnOarS 3m the attach naar, alkhouch Pintahe in 


appesrance, “is merely. @ draft for disenesion ext fuvther 


refinement. 
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Feedback for Coders 
Every theoretical discussion of retrieval problems brings out the 


inevitable human limitations in the coding process. For a recent review 


—— 


Analyste in the Document Division are not omniscient universal 
geniuses; they sre ablu to sesign the apparently essential ecdes, but 
they are pound to overcook, or not to be aware of, angles under vhich 
retrieval might in future become essential. This is the primary criticism 
of the present ahiery ayaten, leveled at it by personnel using it. The 
intelligence subject cede, present or revised, is a splendid instrument, 
useful exactly to the point to which coders properly foresea the heedings 
under which material muy need to be recovered, but no further. 

The better and more widely known the Intelligenze Subject Code, the 
more it is directly uscd and contributed to by experts in their various 
fields, the better the retrieval system. The Initial Reaction Sheet pro- 
vides a simple method of contetouting to the coding. i presumes that 
the ISC codes originally assigned by decument enalyste are avallable oa 
the report for review. Any analyst who receives a aaa take care of 
his own interests beyond the initial coding by adding appropriate codes 
on the form. | 


Mechanically, the edditional entries will be referred to the Docu- 


ment Division in weekly tabulations. These will elte the name of each 


contributing analyst, the edditional codes each has proposed, and the 
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report numbers to which these pertain. They can appear in document number 
or IS8C Code order, or any etier desired arrangement, for discussion with 
the proponents if this is indicated, and integration Into the systen. 
Once this feedback process hes been underway for some tine, and 

analysts have become used to it, it is to be hoped that _ they will develop 
such confidence in the ability of the library -- particularly as mechani- 
zation provides increasingly relisble end rapid service -» to retrieve 
what they need, that they will be Willing to dispense wits the bulk of 
their own paper holdings. Without participation in the. Ne process, 


this confidence, we believe, cannot be established. 


Co 
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Feedback for Disseminators — 


| Background Papers: Nos. 1, 3 and 4, when read together, spell out 
| another cauge of deluys in processing information reports to the ultimate 
| Agency user: The vethod, now in use, of succeasive disseminstion through 
organizational channels, with major distribution to che Office, from there 
| to the Branch, “rom there to individuals. Bulk processing through several 
| steps is inhevently inefficient » when seen as a vhole, not only in terns 
of time, bus also in terme of the number of copies required which must be 
based on extreue potential needs, rether than epecific known needs. 
A:ternatively, Alssemination might be achieved re the Agency, 
from a central point directly to individual analysts, on the basis of 
their specific requirements, kept up-to-date on a continuing basis, by a 
feedback system suitable to mechanization. | 
Under such a system, dissemination can take place by subjects coded 
in the ISC, thus teking edventage of the fact that reports moved by the 
proposed reporting system will carry pertinent codes on every copy. . Coded 
requirements, on the one hand, and coded reports on the other ; axe a pre- 


requisite for any attempt to mechanize the routine portion of the dissen- 


ination process. (Unusual spot requirements would be handled outside the 
system.) : 

“An analyst's Statement of Requirements may be devived in the first 
instance by tabulating his response to Question 1 of the Initial Reaction 
Sheet over a period of seme months. The tabuletion would contain all the 


reports he received, aud their subjects in terms of the ISC Code. 
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Document analysts could translate this tabulation into a tentative State- 
ment of Requirements, for refinement in discussion with the analyst con-= 
cerned. This would yield the analyst's current Staten’ of Requirements 
on which disseminations to him would be based. This in turn would be 
kept up-to-date by the continuing feedback of his reactions on the IRS. 
The experiment in automatic dissemination now untervay in a 25x14 
_ indicates thet much additional paper is pumped into the mill by the 
straight-faced, undiscriminsting machine. This is due to inadequately 
spelled out requirenents which are adequately understood by trained 
analysts, but cause hash by machine. A feedback system ae proposed here -- 
properly used -~ will tend to give the enalyst and his supervisor direct 
control over the volume of information delivered to the "In" basket. 

The supervisor is an interested party inthis process because of his 
responsibility for a proper workload distributien to nis subordinates. 
This, in practice, is a most difficult task; most supervisors carry their 
own workloads, and do not inspect their subordinates’ "In" baskets at 


regular intervals. Based on the Initial Reaction Sheat, supervisors may 


receive every week, or at any other convenient interval, a tabulation by 
namé of their subordinates of the reports they took in, an@ their reac- 
tions to them. This is a tool which might lend itself very well to 


proper workload distribution. 
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Feedback for Collectors 

The remaining material on the form is intended to guide the collector. 
It does not contain written evaluations » but provides for checking off 
the simplest and, under the circumstances » most useful elements of 
guidance. A punched card system will be developed to bring these ele- 
ments to the rapid attention of field stations and Seonaeetane deske and 
Staffa concerned. The system embodies the essential facts of projects, 
sources and reports, i.e. the Operational and Source Cover Sheet, the CS 
report form, or its TD equivalent, Fro ject Summary Sheet, and lists of 
Requirements and their numbers. Non-operational portions of these cards 
will be reproduced for OCR for tabulations of use to DD/I elements. On 
the basis of this material, and the Initial Reaction Sheet cards received 


from OCR, ae :: the CS will be in a position to distribute 


such reports as the following at appropriate intervals: 


25X1A 


1. To the field -- . 

Ry station or bese, source eryptonym, and re- 
ports officer: a tabulation of reports ta: field report 
and cable number orger, citing the ¢S number » the subject, 
and @ach Initial Reaction received to date; requirenents 
levied on the station, citing reports and IRS reactions 
pertinent to each; a list of reports not dieseninatea by 
Headquarters » Giving brief reasons. | 

@. For the Heedquarters Branc -- | 

Copies of the above; in Source or CS number 

order, a list of outstanding evalustions (from Question 7 


| 
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of the IRS) with the names end telephoze Manbare of the 
analysta whe promiced then. 
In order of customer offices: a tabulation of 
CS reports originated by the Branch, giving the names of 
individual analysts and their initial reactions. 
Copies of materials detailed below. 
3. For the Requiremmts and Project Staffs -- 
By Requirenent Numbers: ete referenced to 
them and Initial Reactions recolved. 
By source cryptenym: a tabtlation of materials 
rejected by customess in response to Guestiens 2 through 6 
of the IRS. | 
While the velue of usterials of this sort should be apparent -- take, 
for exanple, the operational uscfulnesa of a quick reaction to Question 3 -- 
the limitations nead to be pointed up ae well. The thief intention is te 
provide officials concerned with a convenient hamile by which to investi- 
gate a situation. If Initial Reactions run conesiatently bigh on @ low 
cost source, Headquarters personnel nesd to spend little tine on opera- 
tionel, massage in the renewal process. On the other hand, af Initial 
Reactions run adversely, this provides an indication te the desk and the 
StafTY that the situation nesis te be looked into. The purpese of the 
tabulation is not to allow rejections to be drownsd in the steck of paper 
which is gurfaced once a yeer in the project rengeal piseese > bat Go pro- 
vide a conveniant method fer the prompt closing of merging] operations 


in the lignt of all pertinent facts. | 
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BEfect_on Substantive valuations 

The amount of bookkeeping now undertaken in the CS to keep tracts 
of individual projects and their reporting product is very consider- 
able. The scheme as outlined here dces not encompess the present 
substantive evalusticn process, the imgortance of which is in no vay 
effected by it. In present experieace, more than hait of the rather 
eLgborate Form 39 are returned by customer enelysts with check marks 
coly, and no substentive comments whatsoever. Sy. diverting these to 
the IRS, end by freeing desk and Staff persouncl of rowbine beekkesp- 
ing chores, 1t ehovulid be fessible to spend mere time in pereenal or 
telephone contact with qualified aralyste to obtain epecttic useful 
comments . 

One novelty of this scheme, which is apt to meet with seme apore- 
hengion in the CS, consists of the direct, uninhibited buo~way 
comumication between the recisients of informtion end tes PLOGBCERS » 
An initial reaction to the product is sent righ’ beck without intex- 
vention at the Headquarters desk. “his carries the riek that the 
field may act independently on the feedback to stop ae redirect a pro- 
dade: as the caso way be, without being so directed by the Readgrarters 
desk. There are two eldea to this conbroversy: we woald argue thet 
the CS have personsel in the field so canpetent that we entrust then 
with the conduct of operations which gouuetines CEXLY congiderabie Pisk; 
we can rely on them to discrimivate. Furthermore, the deals is ina 
eoaltion repidly to add its scans to the meberial commnieated tO 
the field, aince it receives a copy simmitaneously. 
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| 
Under the impetus of this system, it is to be hoped that substane 

tive evaluations will be processed to the field with a speed 
approximating that of the Initial Reaction systen. ‘They now take on 
the order of six months to reach the field from the date of the orig- 
inal report. They are often valueless by that time. The reasons for 
these delays are for the most part mechanical and will ve seperately 
investigated end dealt with. | 


| 
oT. 
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Mechanical Aspects 

fhe mechenies of the yieocess fron the anelst's gaint o! view 
are simple excugh. Upon his ?irst reading of sow inesaing = tevials 
he will £214 cut the form. He will also have da bis Saat. ghimk dew 
tailed evaluation shee3s which he my went Go wie as eae aan time, or, 
later on -- although as socn as possible. Phe Vowms, Ow ery Lopes 

25kateining then, are all, sddvessed te the same joims: ——————. = al 
aa | We estimate thet one keyguneh operates cem bondle aix 

or cight humired toras of this type a day. : 

After keypunchiing and verifying, the bulk of Initial. Re:otion 


25X1A 


Sheets should te dsstruyel. They have no doce wtary valine | fad are 
caupletely exploited by machine processing eseg % where ti ‘eomteln — | 
verbal instructicas on such subjects as mc GONE + there .0ae whl 
then be hand-prosesaed. | 

The complete deck of cards should be repracaced aadty fir use by 
the CS, and passed on to the Machine Branch of 1M fex tux rSeor pro 
eessing. 

We showld expere the possibility of tekiny; THI CAN widch are 
the product of this bockkeaplag, sorting thes Senn én mse take | 
omier for dissemination to Pisld stebiens, cenvextig he 8 se chend- 
cally to 5-chennel tape, ani jessing the revi beck vo the field 
via the Teletape acheue. | : 

Subject to proof to the contrary ix the coupes of testleg this 
scheme, 16 is our cssmgtion chat margover reguixed ia the 3 Meshing 


Rous of OCR end the CS will. ve a& fraction of bet eawyind, in t3e2 Divi-~- 
sions, the field, the CS Staffs, awl the several office ¢? wi/l. 
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Reproduction Bottleneck 

While the mode2. system will use electrical trenunl scion from pro- 
ducer to conaumer, for & amall portion of CS preductian, this will not 
Se cki nial pe eee Stk om enacueeab mule oe aes. ENLL eleetnteal”. 
transmission becomes the rule, we shall kave to continue to rely on 
multilith-type reproduction facllities. 

Although the reproduction and dissemination processes are almost 
identical, Cable Secretariat reproduces cabled reports for disseuination, 
and Printing Services Division dces the came for pouched reports. The 
reason is thet the Cable Secretariat has proved its capability for spesa 
in ite task, and therefore has retained this responsibility. 

We feel that the reproduction facilities of ths cable Secretariat 
are properly used for all internal disseminetion of incoming eablesa, and 
for electrical. transmission outside, but thet a better capability should 
be established by FSD for all reports not electrically trdnand tea to 
customers unfer CS numbers -- cabled, pouched or Teletaped. Thais 
fuchilty, like the Cable Secretariat, would have te, ork around the 
elock and otherwise develop the same high degree of efficteacy. If one 
of our tergets is to speed up our routine reporting icak the beard, 1t 
would be counter-produetive in the long run to proc?a3 4 ir sector 


efficiently, sllowing all else to lag. 
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Assuming f sciable conclusions from the test » tne issue of broadening 
the system's ay. iication will arise. Should presently available equipmens 
be acquired for shis expansioa, er shovlad we walt for a better uae]? 

Gas of the -vezkest aspects of the systen is its may element, the 
Flexowriter. Sue of the problems we have with it ave deserted in 
Background Fapa:: No. 10; others ara inherent ia ite faaehandeal operation 
and caute trovb’.e fer the typist. The Gffiee of Gomssartobiaas » While 
cantiouing ita iiumrch for better gadgets, should seriously consider par- 
S2clgating a es 2 development of improved devices of the Plexowriter 
Sype: 2.8. typoweiters whi: eh nake it Speueeteae for a secretary to 
produce @ Clear text tape -- or even ea sucryptea tape = &3 a by-product 
aP typing, for ‘cenemiseion end. deter processiaz, witht re-keying. 

Spead aside, es keying and retyplug preecesses are a ca this 
ngproach would «1 the one hard offer increaged duput volume for the 
growing electrical commoateations capacity developed by the Office of 
Comminications, and on the other offer eigaificant manpower savings. 


Properly design: a and protected Plevwwriter-tyge devices should allow us 


6S auploy secre} arics/communicators to the field with only moderately 
inereaged deman€.3 ca training and skills. We have indications that 
satisfactory equipment will be available in the summer of 1961. 

The cost of such a system, vhile high, may net be out of line. 
Three of the devicas -- ‘the mininamn ‘for one Link «0 gig . Likely to cost 


about as much ar on? overseas employee in one your. 


oa 
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Extension of System to Other Agencies 


The applicability of the system to our work with other agencies 
requires study. It is our belief that pertinent parts of the systen, 
such as the Initial Reaction Sheet, should initially be tested in- 
side the Agency only. Extension might then be examined first of all 
to those other agencies, i.e. notably Air Force, which use the ISC. 
Specific negotiations should be conducted at the proper time with each 
possibly interested agency; this approach may well lead to the develop- 
ment of different versions of the Initial Reaction Sheet for each. 
This broadening out, in turn, might make the ISC useful to more members 
of the community and thus cause them to rely move heavily on the doce 


umentation facilities provided by CIA. 
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than tape procwaming vhich wild Sind thede place in tue wiode ee 
The photorraphie paceoateactinng atesyphing proceaa exptaines in oa aie 
iwi Paper No. 6 is one of the most pronteing of these, and Lice is 
ti be useful for certain eatevorics of stations and mabtertadn. 
The component concerned Will have to eagaze in « sour beet By 
‘ , 
snedal study of vbat node or males oP coemundeations will bes her 
ci to each point abroad 3 wt th the participation din wack amse oy 
“peradinél thoroughly acquainted with local, conditions. 
Meantime the test proposed here, if the Comittee noreen that it 
ig worth trying, will aerve to focus the thinking of the purhiologaia 
on specifica, and $0 surface their new ideas aa well as their Mahi fiod 


apiticiaa, both, in. the end, probably of equal VALUE. 


